
COUNCIL

Report of: Director for Children and Schools and Director of Finance 

Date: 20 July 2017

21st CENTURY SCHOOLS AND EDUCATION PROGRAMME – BAND B

1.   EXECUTIVE SUMMARY

(a) The purpose of this report is to seek approval from Council on the submission to 
Welsh Government of a Strategic Outline Programme for Band B of the 21st 
Century Schools and Education Programme (21C Programme).

(b) It should be noted that raising overall standards of achievement appears as the 
first of the Council’s corporate Well-being objectives in the current Corporate Plan.  
The 21C Programme supports this objective.

(c) The Council has achieved a great deal as a result of its Band A investment, but 
further investment is required in order to address the poor condition of buildings, to 
ensure that sufficient school places are available and to provide further 
transformation. 

(d) Pembrokeshire’s Band B submission focuses on the identified needs of primary, 
secondary and special school provision in Haverfordwest and Milford Haven.

2.   BACKGROUND

(a) The 21C Programme’s purpose is to create learning environments designed to 
improve the delivery of education in the 21st century.  The Programme represents 
the largest strategic investment in educational infrastructure since the 1960s and 
is a major, long-term and strategic capital investment programme.  

(b) Band A represents the first tranche of the 21C Programme, from April 2014 - 
March 2019.  In Pembrokeshire, this will result in a total capital investment of £122 
million, of which 50% is funded by the Council and 50% from Welsh Government.  
A summary of Band A projects is outlined at paragraph 3 of this report.

 
(c) Band B represents the second tranche of investment between April 2019 and 

March 2024.  Broadly, the aims of Band B of the programme are to:
 Reduce the number of poor condition schools;
 Ensure that we have the right size schools, in the right location that:

o Provide enough places to deliver Welsh and English medium education; 
and

o Ensure the effective and efficient use of the educational estate.



(d) The proposed programme has significant synergies with a number of local and 
national strategies:

 Pembrokeshire’s Vision for Education & Learning 2016-19
 Transformation Agenda – Service Design Principles
 Wellbeing of Future Generations Act
 Qualified for Life
 Digital Competence Framework
 Additional Learning Needs Reform
 Childcare Offer for Wales

3. SUMMARY OF BAND A PROJECTS AND ACHIEVEMENTS 

(a) Members will be aware of the range of projects undertaken as part of Band A and 
these will result in significantly improved learning environments for current and 
future children attending these schools.  A brief description and the current status 
of each project is outlined as follows:

Project Status
Broad Haven CP School
New school extension and refurbishment of existing 
accommodation including new Early Years unit

COMPLETE

Johnston CP School
New build 3-11 school including ALN Learning Resource 
Centre 

COMPLETE

Tenby Church in Wales VC School
New build 3-11 school including ALN Learning Resource 
Centre

COMPLETE

Ysgol Hafan y Mor - Tenby
Refurbishment of former Tenby Junior School to create 
new 3-11 Welsh Medium school.

COMPLETE

Penrhyn Church in Wales VC - Hundleton
New build 3-11 school 

ON SITE
Due for completion 

Autumn 2017
Geliswick Church in Wales VC School – 
Hakin/Hubberston
New build 3-11 school including ALN Learning Resource 
Centre

ON SITE
Due for completion 

Autumn 2017

Ysgol  Bro Gwaun
New build, refurbishment and demolition as part of 
development of 11-16 school and improved ALN facilities

ON SITE
Phase 1 – New build 
complete by 
October 2017
Phase 2 – 
Demolition of 
existing block by 
Autumn 2018
Phase 3 –  
maintenance works 
to retained building 
complete by Autumn 
2018



Project Status

Ysgol Gymraeg Hwlffordd (working title)
New build 3-16 Welsh medium school

ON SITE
Project  completion 

December 2018
Pembroke School
New build 11-19 school including ALN Learning Resource 
Centre

ON SITE
Due for completion

Summer 2019
St David’s 3-16 VA School (working title)
Demolition, partial new build and refurbishment of Ysgol 
Dewi Sant as part of new multi-site 3-16 Voluntary Aided 
school

PLANNING 
STAGE

Due for completion 
Autumn 2018

(b) Following a review undertaken in April 2017, the OGC Gateway team established 
a Delivery Confidence Assessment of “Amber/Green” for Band A.  The review 
team found “that the majority of projects within Band A are either complete or on 
schedule for delivery within target timescales and are likely to be delivered 
successfully”. The definition of “Amber/Green” is “Successful delivery appears 
probable however constant attention will be needed to ensure risks do not 
materialise into major issues threatening delivery”.

 
(c) The following information provides a summary of achievements as a result of the 

above programme:

 All projects address poor condition and/or suitability of school buildings 
(see Table A);

 Four projects address excessive surplus places in individual schools or in a 
particular area (see Table B);

 Learning Resource Centres for pupils with additional learning needs have 
been established in five of the projects;

 Additional capacity has been created in two schools to address 
overcrowding;

 Two new Welsh medium schools have been established in order to meet 
identified demand;

 A new Early Years unit established in one school.

Table A: Condition & Suitability of schools Pre Band A Post Band A
% of all schools in Good or Adequate 
Condition (Grades A and B)

53% 63%

% of all schools with Good or Adequate 
Suitability (Grades A and B)

60% 65%

Table B School Places
Pre Band A Post Band A

Places 
Removed

Angle peninsula 188 120 68
Ysgol Bro Gwaun 809 525 284
St David’s peninsula 658 449 209
Pembroke School 1529 1463 66



4. EDUCATIONAL RATIONALE & PROJECTS OUTLINE

(a) Pembrokeshire’s proposed Band B programme represents the next step in 
improving the school estate and ensuring that learners benefit from 21st century 
learning environments.  As with our current Band A programme, Band B is learner-
focused and has the following key objectives:

 To improve standards of attainment in schools
 To address the poor condition of school buildings
 To address surplus places and to ensure sufficiency in both primary and 

secondary schools
 To provide a transformational element such as removing transition points at the 

end of the Foundation Phase and the consideration of co-location of services as 
part of the Council’s Assets & Agile Transformation Work Stream.

(b) Pembrokeshire’s SOP outlines the strategic direction for capital investment in 
schools up until 2024. It will continue the significant progress being made in Band 
A and will concentrate efforts on the reorganisation of primary, secondary and 
special provision in Haverfordwest and Milford Haven.  The educational rationale 
underpinning the Council’s SOP is articulated above and will fulfil the broader 
objectives of the 21C Programme, i.e. to deliver:

 Learning environments in Wales that will enable the successful implementation 
of strategies for improvement and better educational outcomes;

 Greater economy and efficiency for learning environments through better use 
of resources;

 A sustainable education system in Wales that meets national building 
standards and reduces the recurrent costs and carbon footprint of education 
buildings.

(c) The individual projects within the SOP are outlined in the table below.  It should be 
noted that the descriptions of each are set out in the broadest terms at this stage 
and that more detailed descriptions will arise as a result of the business case 
process.  Each project is set out in order of priority of need.

(d) Members will be aware that statutory proposals in relation to secondary provision 
in Haverfordwest and primary provision in Milford Haven are at an advanced stage 
and that the final determination of both appear as separate agenda items.  No 
proposals have yet been brought forward for primary provision in Haverfordwest.

(e) In relation to the aim of reducing the number of schools in poor condition, it is 
estimated that the percentage will decrease to 38% if all projects in Band B are 
fulfilled. Prior to the commencement of Band A, the percentage of schools in poor 
condition was 47%.



Projects Strategic Outline Rationale
1. Secondary education 

provision in 
Haverfordwest and 
Milford Haven

 A new 11-19 English medium secondary 
school to replace Sir Thomas Picton and 
Tasker Milward VC schools

 Refurbished/extended accommodation at 
Milford Haven School

 Improvement of school standards – both current 
schools in Estyn Special Measures.   New school on 
single site identified as essential in order to maximise 
the opportunity for school improvement

 Address poor condition of school buildings – both Sir 
Thomas Picton and Tasker Milward schools are 
identified as Grade C (Poor) condition schools.  

 Improve building efficiencies in line with BREEAM and 
Building Regulations in order to re-direct budget 
resources towards teaching and learning

 Re-alignment of catchment areas in order to equalise 
secondary pupil numbers across Haverfordwest and 
Milford Haven 

 General increase in pupil population in the area

2. Primary education 
provision in Milford 
Haven

 Additional capacity provided as part of 
reorganisation in order to address 
sufficiency of places and to create new all-
through 3-11 primary school.

 Improvement of school standards and removal of 
separate infant and junior provision

 Address overcrowding
 General increase in pupil population in the area

3. Primary and special 
education provision in 
Haverfordwest.

 Capital investment required in order to 
reorganise provision to provide new all-
through 3-11 primary provision and to 
address the condition of buildings at 
Portfield Special School.

 Improvement of school standards and potential for 
further removal of separate infant and junior provision

 Address poor condition of school buildings – primary 
and special provision

 Improve building efficiencies in line with BREEAM and 
Building Regulations in order to re-direct budget 
resources towards teaching and learning

 Address inequality of surplus places and overcrowding
 Potential for alignment with the Welsh Government 

Childcare Offer 



5. BUSINESS CASE OUTLINE

(a) All local authorities and other institutions seeking funding as part of the 21C 
Programme are required to submit Business Cases for all capital investment 
proposals.  Business Case submissions are required to use the HM Treasury 
Green Book and are required to be based on the five key areas that underpin the 
Better Business Case Process (Five Case Business Model):

 Strategic Case;
 Economic Case;
 Commercial Case;
 Financial Case;
 Management Case.

(b) The first stage of the business case submission process is at programme level.  
The Strategic Outline Programme (SOP) should set out the programme 
parameters, funding streams, key projects and delivery aspirations and effectively 
represents an overarching view of the Council’s strategy.  Subject to approval, 
individual projects can then be approved subject to receipt of a satisfactory 
business case.

(c) In the context of Band B, Welsh Government has indicated that its investment 
objectives are as follows:

i. To provide efficient and effective educational infrastructure that will meet 
current and future demand for places by 2024:

 Backlog maintenance costs for the schools selected for Band B are reduced 
by at least 50%

 No category D (Bad condition) in the estate
 Circa 25% of category C condition buildings are improved to category A or B.

ii. Optimise the use of infrastructure and resources to deliver better public 
services for our communities by 2024.  This will include flexibility of our 
assets so that space and facilities available for our stakeholders are 
maximised:

 Our aspiration is for all facilities that receive investment commit to making 
assets available for community use if local demand exists

 10% of schools that receive funding from the Programme have co-located 
public services on site if local demand exists.

(d) Subject to Council approval, Pembrokeshire’s Band B SOP will be submitted to 
Welsh Government by 31st July 2017.  Following consideration of the SOP by its 
Capital Panel, it is anticipated that Welsh Government will inform each authority of 
its decision during the autumn.



6. INFRASTRUCTURE / CONSTRUCTION IMPLICATIONS

(a) Welsh Government has issued new guidance on the Size and Cost Standards for 
new build schools for Band B which aim to ensure funds are distributed fairly and 
offer a consistent standard across Wales. Whilst the standards do not prevent 
local authorities from building larger schools if desired, the standard will be used to 
calculate the maximum amount of funding payable by Welsh Government. It 
should be noted that any abnormal costs associated with individual sites e.g. 
gradient, contamination, floor etc. will be considered separately.  

(b) Welsh Government has also imposed a cap on funding available for Furniture, 
Fittings and Equipment (FFE) and I.T. per pupil which will increase in line with 
inflation using the Building Cost Information Service (BCIS) all-in tender index.  It 
should be noted that Welsh Government is carrying out further work to establish 
what the minimum level of I.T. requirement is for a school which will be based on 
consideration of the Digital Competence Framework.

(c) Whilst the Welsh Government Size and Cost Standards are applicable to all 
authorities across Wales, the Council has repeatedly raised concerns to Welsh 
Government about Pembrokeshire’s geographical location, its lack of large local 
contractors and limited supply chains which may have an effect on tender prices in 
the region. 

(d) In preparation for submitting the SOP to Welsh Government, each of the projects 
outlined in Section 4 has been appraised as part of the RIBA Strategic Definition 
Stage 0 which ensures that each scheme of work is strategically appraised prior to 
the project brief being developed. The work undertaken in relation to the above 
projects is outlined below:

i. SECONDARY EDUCATION PROVISION IN HAVERFORDWEST & 
MILFORD HAVEN

Feasibility work around new secondary education provision in Haverfordwest has 
been concentrated on the two existing school sites at Sir Thomas Picton School 
and Tasker Milward VC School. Whilst the existing school buildings are both 
graded C in terms of condition and suitability and are unable to accommodate the 
new school as existing, initial feasibility work has identified that both sites are 
large enough to accommodate a new build 11 – 19 School catering for circa 1750 
pupils. However there are a number of considerations which need to be taken into 
account when determining which site is most suitable to site the new school. 

Sir Thomas Picton site

Initial Transport Assessment studies have identified that the existing highways 
infrastructure around the Sir Thomas Picton site is unable to cope with increased 
capacity on site despite a number of mitigating actions around the existing road 
network being explored. Therefore should a decision be made to house the new 
school on this site, an additional access road would have to be built which 
presents the following risks to the project:



 Any work carried outside of the school boundary is not eligible for 21C 
programme funding and therefore would have to be funded 100% by the 
Council;

 The provision of a new access road would be subject to Welsh Government 
Road Agency approval;

 The road would have to cross land which is currently in third party ownership;
 Previous feasibility works identified the road would have to cross a site of 

Special Scientific Interest (SSSI);
 Timescales for government approvals for the new road may impact on the 

programme. 

Tasker Milward School 

Initial studies around the highways network confirm that the existing road network 
is able to cope with increased traffic arising from increased capacity, however 
there are some issues to consider which could impact on decision making:

 Steep changes in level across the site will require significant site remodelling;
 In order to achieve the required floor area, the accommodation will need to be 

spread over 3 – 4 storeys. This will require close liaison with the planning 
department to ensure the building is architecturally in keeping with the local 
context;

 The school will need to continue accessing sports provision on the Pavilion 
fields which is to the north of the main site. 

Milford Haven School

Feasibility work in relation to Milford Haven School has concentrated on:

 increasing the overall capacity of the site to take into account increased pupil 
numbers in the area;

 refurbishment of some of the existing buildings to improve their overall 
condition and suitability;

 ensure the building is compliant with the Equality Act 2010 in terms of disabled 
access.

ii) PRIMARY EDUCATION PROVISION IN MILFORD HAVEN

As highlighted in Section 4, additional capacity is required in order to address the 
sufficiency of places and to create a new all-through 3 – 11 primary school. 
Feasibility work for this project has concentrated on the two existing sites of 
Milford Haven Junior School and The Meads Infants and Nursery School. 

iii) PRIMARY AND SPECIAL EDUCATION PROVISION IN 
HAVERFORDWEST 

A number of options have been explored as part of the feasibility works for 
providing new all through 3 – 11 primary provision in Haverfordwest and to 
address the condition of buildings of the primary provision at Portfield Special 



School.  In view of the fact that statutory proposals have yet to be presented in 
relation to this project, feasibility work has been undertaken on a wide range of 
options. 

(e) Subject to approval, it is recommended that the above schemes would be 
procured via the South West Wales Regional Contractors Framework. This has 
the following advantages:

 It is procured regionally,
 It taps into a community benefits approach which has been tailored to suit local 

requirements
 It gives access to a building contractor market of suitable size to manage this 

value of scheme.

7. FINANCIAL IMPLICATIONS

(a) Funding for educational infrastructure has historically been provided through 
capital, however for Band B, Welsh Government is offering the opportunity to use 
both capital funding and to secure additional revenue funding using the Mutual 
Investment Model (MIM) which is a form of Public/Private Partnership.  In practical 
terms this represents: 

 a £638 million capital investment by Welsh Government for the duration of 
Band B ( matched 50% by local authorities), and 

 a £500 million revenue funding stream (MIM) matched 25% by local 
authorities.

(b) MIM uses one single contract for the Design and Build of the new facility, 
providing the Finance and Maintenance and life-cycle services for the facility in 
the long term (DBFM). Its key features are as follows:

 As well as a new facility there will be the maintenance of the asset to ensure 
good condition for future generations;

 Welsh Government will be able to invest in the company that provides DBFM 
which ensures the public sector shares in the earnings;

 Welsh Government will appoint a director on the Board of the company;
 The successful company will be required to provide community benefits;
 Payments will not start until the facility is built and available for use via a 

monthly revenue charge over 25 years;
 Schools will remain responsible for non-educational services e.g. cleaning, 

catering, grounds maintenance etc;
 MIM lends itself more to a new build rather than extensions/ remodelling;
 Land ownership issues may not lend themselves to the MIM model;
 MIM’s will be in batches of c£120m and could incorporate schools across 

different counties.

(c) On the basis of the key features identified above, initial feasibility studies suggest 
that certain projects may be more appropriate to be aligned with the capital 
funding route rather than MIM.  However, subject to approval of the SOP and the 
subsequent business case submissions, this could change.



(d) The key advantage with the capital grant funded projects is that they can 
commence from April 2019 whereas projects funded through MIM cannot 
commence until April 2020.  This is due to the anticipated need for additional due 
diligence in relation to contractual and other legal processes.  

(e) On the basis of the feasibility studies outlined above, the initial costings for each 
project (on the basis of the capital grant model) are as follows:

Project Initial Costings
Secondary education provision in Haverfordwest & 
Milord Haven

£48.7m
£23.8m

Primary education provision in Milford Haven £9.0m
Primary and Special education provision in 
Haverfordwest. 

£16.2m
£8.7m

TOTAL £106.4m

(f) The anticipated funding for the Council’s Band A Programme is shown as follows:

BAND A
PCC 50% Welsh Government 50%

£’000 £’000
Capital Fund 22,067 WG Grant 45,590
Capital Receipts 14,000 LGBI 15,197
Supported Borrowing 24,340
Prudential Borrowing 0
Diocese Contribution 380
Total 60,787 60,787

On the assumption that we successfully obtain Capital Grant Funding at a grant 
rate of 50%, the anticipated funding for a £100 million Band B programme would 
be as follows:

BAND B
PCC 50% Welsh Government 50%

£’000 £’000
Capital Fund 0 WG Grant 50,000
Capital Receipts 12,000 LGBI 0
Supported Borrowing 22,705
Prudential Borrowing 15,295
Diocese Contribution 0
Total 50,000 50,000

The funding outlined above has assumed capital receipts of £4 million in 2019-20 
and £2 million per annum for the remaining four years of the Band B programme.



(f) In order to estimate the costs of capital financing Band B, a number of 
assumptions have had to be made in terms of minimum revenue provision, 
average pool rate, revenue support grant debt repayment, revenue support grant 
interest, prudential borrowing repayment periods, capital receipts, the level of 
supported borrowing allowance from Welsh Government, the utilisation of 
supported borrowing and the programme commencement date.

In order to fund Band B, all the Council’s available supported borrowing would be 
utilised and there would be a requirement for prudential borrowing of £15.295 
million.  Assuming that this would be repaid over 30 years on an annuity basis, the 
capital financing costs would be £28.74 million.  This will result in an additional 
annual pressure of £939k.

(g) On the basis of the information presented above, the following list represents the 
potential risks in relation to the proposed Band B programme:

 The assumptions made in respect of the capital funding resources e.g. capital 
receipts of £2 million per annum, may not come to fruition resulting in an 
additional requirement for prudential borrowing and increased revenue costs.

 If there is a significant increase in PWLB rates between now and when the 
capital financing is required, this would result in our 50% match funding costing 
more to finance.

 If all the supported borrowing is utilised for the Band B programme, any 
additional capital projects, e.g. Swansea Bay City Region or the St David City 
of Culture, would result in an additional requirement for prudential borrowing 
and increased revenue costs.

 The annual general capital grant will continue to fund the general core capital 
programme, and annual replacement programmes (e.g. Vehicles & Plant, IT 
Hardware refresh) will be funded from capital reserves, but there is insufficient 
capacity for it to fund anything else.  

 The Council is already projecting a funding gap of £45.3 million in its Medium 
Term Financial Plan for 2017-18 to 2020-21, so any increased revenue costs 
from prudential borrowing will increase the size of the funding gap.

 The Children & Schools Directorate may have difficulty in funding the 
additional revenue costs from the 21st Century Schools programme (Band B).

 Demand for the Capital Grant Funding exceeding available Welsh Government 
resources would result in the Council having to reduce its Band B programme 
or consideration of the Mutual Investment Model.

RECOMMENDATION

To approve the submission of the Council’s Strategic Outline Programme 
for capital investment from Band B of the 21st Century Schools and 
Education Programme.



Background Documents:

21st Century Schools and Education Funding Programme business case guidance 
– 161/2015 (Welsh Government, 2015)

Pembrokeshire’s Vision for Education and Learning 2016-2019 (PCC)

Target Operating Model – Design Principles (PCC)

Wellbeing of Future Generations Act (Welsh Government, 2016)

Qualified for Life – An education improvement plan for 3-19 year olds in Wales 
(Welsh Government, 2014)

Taking Wales Forward 2016-2021 (Welsh Government, 2016)


